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The ork presented or reported hereiin wa& performed .pursuant to a contract
Axo the National Institute of Education, Department of Health, Education
and/Welfare. However, the opinions expr6ged herein do not necesarily
reflect the 'position or policy of the National Institute of Education and
ng,official endorsement by the National Institute of Education should be

(NIE 400-76-A9)
inferred.
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THE FLORIDA LINKING SYS1'EM TRAINING

I.

Training OverZ.fiew

A set of modules were developed to introduce school personnel to

some methods and resourCesIor school problem solving and staff development

Emphasis is placed on communication techniques, data gathering,

problem analysis, decision making, goal identaication and adapting?solutions

to a'school's own siivatton. The training is designed to be don4 in teams of

of four to six persons, each team representing one school. School level

members of the team, re the principal and two or three teachers. Other

team members are any or all of the following: a district level person

(linking'agent or curriculum supervisor) a parent advisory council member,
.1

a university technical assistant, and a Department of EducatiOn technical

assistant. A central purpose of the training it to enable parttcipants to

become more effective group members.

Training actibrities are 'designed tO Move the individual's attention

from his-own perceptual field and perwal processes as a data gatherer
)

to the processes of other individuals and to the group. The focus of' 11

attentjon alternates betweemself and the group. -The individual 'is given :
guidelines for mdnitoring his "self":while attending to tAeogroup process,

and gradually he becomes more aware orthe social dynamics of the present

situation and of their effecA on him perSonally, onother individuals in

the group, and on the NI'reup all together. He is constantly reminded that

RI;
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he is a social being/. He watches how his.own behaviors relate:to and

, influence the system, and he has opportunities for reflecting on how

4

he should change himself to become more tnfluential on the system.

Training modules

The 4odules ai-e each about one and ohe-half hours long And are meant

*o be seguerre0 when used: While each modulei focuses.on specific topics1

the.topics intentionally overliap from one module to the next, so that both

the conlents of the A-aining and its effects are cumulative.

Each Module has,specific objectives, and all modules tbgether have

the objective of breaking down the in,tangibl4Nbarriers which separate

people so that trust and "grOupness" develops. The product of the train-

ing is not so much cognitive gain as it is an increosing awareness of one's

perceptual field, the differences ytween the perceptual fields of individ-
.

uals, and of how these differences alter groupAlife.

The activities are strAtured andlifully timed. Theory.is coMbined

-with practice in each sessidn through a "DO-LOOK-LEARN" strategy. The

"DO-LOOK-LEARN" approach can be described as:
I.

DO: A situation.is created in which the focus is doing. Engage
in activities, given all or some of the following: a situation,
a task, k document, soMe criteria, a confrontation..

LOOK: Look at lour self doing. Examine the activities., make judgments
ibout what happened, apply evaluation criteria, reflect about
why things happened as they did.

1
.

..

LEARN: Decide what you have learned to do differentlx. Learnings are
ib-sorbed by linking the acttvities to own situation, by using

'theoretical inputs to unde7tand the activity, by making

1
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decisions vbout how the insights gained can be adapted
and modified for issues in the back home situation.*

The "linking" aspect of this approach is especially important in

h'elping individuals relate the skills learned in this,workshop to the

problems identified in their ba-ck home groups,.

The modules for both participants and trainers have been field tesNdv

'having been used in a,yontinAs sequence for five or six ddys, through

?7 modules. Teams were taken away from the home setting. ,This freed

participants fromiextraneous responsibilities and allowed an intensive

training experience. The only obligations of he trainees were to their
%

Teams and their own developmen These arrangements were as much a part/
of the design as any of the paper or agdio-Visual materials.**

Tiners t

,

[he modules are not self-instructional, but are designed to be imple-
a

ited by trairiers with group process skills. A group of consultans with such

skills fro6 districts, universities and the Department of Education have been
4

prepared tg conduct these training activities. Their names .can be obtained

from the Office of Educational Dissemioation/Diffusion in the Florida De-

partmlent of Education (904)487-1078.

4

*Preparing Edu6tional Training Consultants (PETC I), Northwest
Regional Educational Laboratory, Portland, Oregon.

**At the present time, any ether sequencing should be considered a
field tes,t, and arranged.accordlingly.

-3-
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71
articipants Modules.., ..... $16.25[

vrainers Modules $17.

2A4ailabi1ity of 'Modules

Training modu4es, both participant version and trainer Version, may be

otained at cost from:

Panhandle Area Educitional Cooperative
411 F. Boulevard South
Chipley, Florida 1242$
(904)08-4131 *

Pleasp specify "Trainer" Dr "Participant"

"Momentary" or "Secondary" versions.

modules, as well as

0.41



MODULE

0. rntroductory Moduly
Elementary and
Secondary versions

1. Orientation

PURPOSES

1) To provide'an overview of
the Florida Linkage System,
its resources, processes
and objectives.

2) To provide some practical
e-xamples of facilitating
and linlIng.

3)-To help participants decide
...whether they wish to utilize

the resources to undergo the
training entailed.

1) To provide an overview of
FLS training, and off the
system's dependence on the
skills and talents of
participants.

2) To enable partictpants to
become better acquainted.

3) To develop clarity about
what is needed and wanted
from the training and the
participants during the
workshop.

EXPECTED OUTCOMES

1)%Participants will express a

-general knowledge of FLS.

2) Participants will develop
an understanding of hoW
FLS can work in school .

settings
3) Participants will-set dates

.for subsequent training.

USE LN l'HE SCHOOL

1) Resources of FLS are
for the purpose_of
improving school
decision making skills:

\

1) The participants will ex0g-s.1) The resources of FLS are
a general understanding of the flar the purpose of school
purpose of FLS and of what it improyement in basic
can and cannot do, in a general skills.
way.

.

2T The training models two
2) Parikjcipants will feel more

data-gathering techniquescomfdrtable within the group;
which can be immediately-have a sense of membeqhip in
adapfed for classrooM upethe workshop
the interviews and the\3) Participants will experience

greater clarity about the contracts.

processes of the training and
feel committed to participating
100%; Products: Interviews
and Contracts.

(

,
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MODULE

2. Problem
Solving

, Simulation r -

Elementary and
'Secqndary versions

. The Schbol As.A
Social System

i.

S.

PURPOSES EXPECTED OUTCOMES' USE IN THE SCHOOL

1) To provide an ovgrview of , 1) Participants will demonstrkte 1) Participants have an
the strategies and techniques awareness of some strategies overview of hoW FLS

.\ used in the training.. ahd techniques which will be operates to assist with
2) To provide examples of used in the training, and name a multitude of common

faciiitating and linking. some exampes of facilitating school problems.
3) To begin a study of own ind linking from the Bridge- 2) The wOrksheetyresents

situation. ton example. some key concepts pf
2) Participants will be aware of Otimelem analysis whith

some organizational needs can bd adapted for
the school, 'as perceived.by classroom uSe.
staff members.

3) Participants will be aware of
some problem solvin§,strategies
which may be applied_to various
situations. k,
Products: Worksheet .

1) To begin a study of the
school by examinirig its
goals, functions, and

.''communications patternS.
?y To study the operational

characteristics of human
systems, and compare them-
to the school.setting.

3) To begin to practice
using the Bolman Planning
Model.

1) Participants will share
with one other perceptions
about the school social
system.

8

2) Participants may express
greater clarity about how
the resolUtion of
organizational problems
will facilitate the
resolution of other
problems.

3) Participants will begin to
specify conflict issues ip
the school. Product: The

. shared analysis of 'the
school's social system.,

1) Techniques and cencepts
for anaiyzing the.:school
social system Can be used
both by faculty teams
and in the classroom with
students.

2) .The Bolmah Model is a

generic tool which can be
practiced in a variety of
situations, and
appropriate for use in
classroom.

LI
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MODULE

Communication
Skfls

5. Feelings and
?erceptions

;

PURPOSES EXPECTb 04TCOMES

1) .To.begin tO Clarify,the lj Participants will feel more
. characteristics of the social clear about what.the proplems .

. systems i'n each school. ln the school are and hOi they);
2) To practice communication are viewed by others.

and group pkcess skills. 2) Participants'wilVbe aware of
3) To acqufre a variety gf additional skills, for helping

perspectives on problems.. the groupoirocess. .

k
.

Product: A list of facts and
IN

assumptions ipout'each school
situation.

USE IN INE SCHOOL'
-

All the- techniques -Usd's

in the session cdUld be
applied to the school .

for use with either
faculty groups or in the
classroom, using a variety
of subjects.

1) To increase the partiti- 4 1) Participants wilLacquine a All the techniques used in
patit',s knowledge of how he ' deeper understanding of the' this session can be adapt-
or she works.in'groups.

'11 roles of feelings; perceptions, ed for use in the class-
2) To reflect on desired changp and sharing in the development, room or with faculty teams

4n communication techniques of team work.' 4 (Groups should be caution-
3) To facilitate part an't's 2) Teams will begin to exhibit ed, however, not tc5 use

openness to on,anothe signs of group cohesion, such this session with a group
4) To increasd the participa t's as spending free time together, which has not already be-

awareness of additional so rces the initiation of personal cdhle-well acquainted.)
oirdata. a. .. and so on.

roduct: Fluent verbal .0kk .

, m
communicAions.

14



e

MODULE

Prihcipal's
Trainfn for'

ro ec

Lea ers ip

1.

PURPOSES EXPECTED OUTCOMES '1 USE IN THE SCHOOL

1) To introduce some theories WPrincipals wilf share their 1)A1l of these techniques
which affqct the climate . problems and concerns related can be adapted fdr use
and_productiveness of groups. to shared decisibn making and with the school faculty.

2) To introduce soMe teehniques accountab444,ty. 2)The group consensus
which facilitate group 2) PrinCipals will express a . techniques can be used
consensus. \. peater understanding of the- wtth pupils in the

3)-To prepare principals to role of expectations on group, clissroom.
serve as team or workshop
leaders during MODULE 7. , 3) Principals will express a

w4llingness to try out the
ideavpresented in MODULE 7
in the workshop and back home.
Product: 1) A score on
Blake's Grid, 2) Awareness ot
McGregor's theories, 3) A
list of favored strategies
for developing grounkconsensus
efficiently.

7. .Management 1) To provide an opportunity 1) Participants will express both- These techniques.can be
Theory alid for reflectingion ideas and great enthusiasm for the system, adapted for use in faculty
Developing theories for organizing and and great anxiety: they will meetings. A more simple
Cânsensus managing human systems. ' -uhderstand the responsibility adaption cduld be used
on'Goals 2) To.practice consensus which has been gOpn to them, in the classroOm.

building techniques. to share in the ultimate
3) To focus on problems with decision-making.

a high probability of 2) Participants will have new 1..

success. skills for evaluating goals; "

4) To begin to think about 13) And for sharing data about
strategies for achieving goals. IC"the goals. Product: A list of priorities

, for each school.
..
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. -MODULE

8. Skills for
Facilitating
and Linking

9. I4divictlg4reng s

in Grou s

10. Concepts &
Skills of
Feedback

s

-PURPOSES EXPECTED OUTCOMES

1) To identify the personal- Participants will be more -
issue; concerns and problems clear about the role of the
which are associatecrwith facilitator and about the

. the adoption and implementa- issues.involved.
tion of innovations. Products: Lists of issues,

2) To identify skills needed for concerns and skills needed.
conflict resolution and problem
solving.

1) To provide a theory for 1)Participants will express
understanding the individual increased understanding of
behaviors which facilitate selves and teammates.
group work. 2)Styles which tend to be

2) To focus on the strengths of 'excessive and produce
each individual. ;obstacles to effective

3) To plan for developing ;teamwork will be altered.
needed styles/skills.

-1) 16 begin to develop a rediilax 1)Participants will feel closer
norm and process for sharing ' to other group 'members.

* feelings, concerns, resburces,2)Groups will demonstrate great-
,g) To practice giving and er 'group cohesioh. 1

receiving feedback according '3)Participants will express
to guidelines for improving . appreciation for the guide-

. interpersonal communications. 'lines.) Product: Easier
verbarcommUnications among
participants.

17

USk IN THE SCHOOL

The technique bf role
playing to dramatize

issuet, concerns and need-
ed skills can be used in
staff development,activ-,
ittes and in the classroom

1)The LIFO can be used.
among faculty as a staff
development activity.

2)The theory can be useful
for understanding pupil
behavior, and techniques
for changing it.

,Following the guidelines
will make any feedback

,session mbre productive.
,This should be encouraged
in the classroom, both
between teacher and pupil,
as* well as among pupils.

18
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MODULE

11. Pribritizing
abals

12. becisions
I Based On

flata

13. Defining The
Problem

pr.
#

PURROSES AEXPECTED OUTCOMES

1.1) To develop goals. 1) Process skills for prior-
2) To practice systematic

, itizing .

priOritizing. 2) The sharing of rationales
3) To begin to select strategies Product: A list of prior-
4) To practice brainstorming ities and strategfes.

1) To'understand the distinction 1) Participants will feel more
between "nee0s" and "wants" confident of theirkbility to

2) To provide guidelines for make teacher educatibn
. evaluating data recommendations, and this

3) To practice listening skills. confidence will be reflected
in their more active partici-
pation tn the group's,
activities,

2) Participants will demonstrate
increased interest in gathering
-and analyzing data.

. 1) To practice writing a

problem stateinent
accoNing to guidelines
which include four
criteria.

200 practice helping skills
'which facilitate problem
identification.

4

USE IN THE,SCHOOL

These techniques can be
lsed in,the school an'd
lassroom.

This.actiiity can bef
adapted for use in Ihe
classroom by changing the
content Subject matter of
the examples and role I

play.

1) Participants will experience These guidelines and help-
greater Clarity about how .ing skills tan be used in
probl,ems can be defined, the school with the fac-

2)-Participants will feel confi- ulty or in the-classroom.
dent in applying the guidelines In the classroom, the
to real situations, teacher can apply the
Product: A definition of the guidelines to various prob
Dobbleganger's problem - lems, qr adapt,the guide-
4ccording to the foursriteria lines for use with and
ift the guidelines.

. by pupils.



MODULE

14. Force Field
Analysis '

15.' The RUPS

Model

16. Develoeing
An ACtion
Plan and

. -Defining
RoleS

PURPOSES

1) To practice the,prin'ciples

of force field analysis.

To introduce the RUPS
model, to study and
practice applying it.

a.

1) To focus on what train-
ing and action should-be
taken by each team.member.

2) To develop clarity about
each member!s eolie in the
next steps.

EXPECTED OUTCOMES USE IN THE SCHOOL

.

1) Participants will feel confi-
dent to practice tfte force.
field.

2) Participants will acquire new
skills for:determining if.

additional data is needed, and
'what the data should relate to.
Product: A foyce field-analysis
of the Dobblelanger.Problem.

1) Participants will experience
greater clarity in understand-
ing the problem solving process,
their role in it, and strategy
options.

4,
Product:- Two worksheets for
understanding the-theory, arid-
a checklist for diagnosing the
participants's own situation.
(The latter helps the.partici-
pant locate self in RUPS model
at the'ftesent stage of prob-
lem solving.)

Participants experience clarity
about what is to be done, the
needed resources to do it, and'
the responsibilities of each
member of the group. \
Product: An action plalu.for
each swchool team.

Th4s tecnhique for prob-
lem analysis may be used
on a greater variety, of
problems, and it can be
adapted for use by pupils.

The RUPS can be helpful
in assisting the faculty
with understanding the
problep solving process.
The ideas could be adapted
for use with pupils.

The*techntques used in
this session can be adapt-
ed for use,both in an in-
seryice context ond for
faculty planning. They
can also be adapted for
ase vlith pupils.

21
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MODULE

17. Exploration of
Alternatives

18. Simulating
Linking to
Revise Plans

19. Linker
15707iing

PURPOSES

1) To simulate linking
2) To provide specialized

trainiing.

1) To share learnings
,A) To review "back home"

resources
3) To practice team

building skills.

To prepare linkers for
leadership during the
next module. )

3

EXPEtTED OUTCOMES

1) Participants increase

understanding of what
linking is and how it
it helpful.

2) Participants acquire
special skills needed,
for specific tasks
identified in the team's '
action plan.
Product: Vary
according to mini-session
which is attended.

Participantt express
appreciation for and
increased understanding
of the linkage concept.
Product: A revised
action plan.

LinkersCwill express self
confidence in their ability
to serve as trainers during
the next session.

USE IN THE SCHOOL

The linking concept is
basic to understanding
the FLS plan for school
improvement:

Sharing of training and
applying it'to school
plans can be a useful norm
for a staff to cultivate.

This it a central part of
the linker's "real world"
task in the FLS.



MODULE PURPOSES

20. Organizing 1) To enable participants
to develop an effective
communications network.

A tinIage
Sub-System

2) To revise plans in
accordance with
research criteria.

21. Continvncy 1) To develop-a broad

1-1 Planning_ & checklist for "trouble
LA) Trouble shooting" the proposed

ShootTng plan

Reporting and 1) To share plans
A-ssessing 2) To achieve closure

of the workshopProcesses and
Results 3) To record the schoors

planS.

23.. Matching_ the 1) To introduce a process
for teamwork to assess
an innovation (solution)

Solution to 4 1

the Problem
Elementary 2) To introduce the Product
Secondary versions Description Checklist

0

EXPECTED OUTCOMES .

Participants Will express
feeling more securely..
organized.
Product: A revised and
expanded action plan whi.ch
includes planning for the
needed communications
network.

1) Participants witl be aware
of additional constraints

, and options in the, system.
2) They will increase "trouble

shooting" skills.
Product: Contingency plans
and a summary Plan.

1) Participants will experience
increased commitment to their
plans.

2) They have a sense of'psycho-
logical completiop regarding
the workshop. *
Product: A group report of
the teath's plan.

Participants will feel more
confident of their ability to
assess options.
Product: A completed Product
Description Checklist.

USE IN THE SCHOOL

The plans produceorduring
this module are for actual
immediate,back home
applicability.

This plan anti these
a

techniques'increase the
team's probability of
carrying out a,suctessful
back-home improvement,
.project.

The plan and commitment
to it are'essential tg the
team's participation in
a school improvement plan.

These skills and protesses
are useful for assessing
educational products.

25 26
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MODULE

24. -Planning
for

Wementation
ElementarY A

, Secondary versiont

25. Influencing the
Faculty

PURPOSES

1) To assist the team with
developing a plan for
implementing and evaluating
the solution.

1) To review basic principles
of influence and problem
solving.

2) To devel0 strategies for
dealing with faculty
resistance to change.

EXPECTED OUTCOMES /

The team will be clear about
schedules, tas$6, -roles%
constraints, and resources
rega'rding the adoption, and
know what is the criteria for
evaluating its effectiveness.
Product: A plan for
implementation.

Participants will express
feeling more confident of
their ability to influence
the faculty.
Products: An analysis of ,

the team's influence in the
school, and a list of
strategies to use iA the
school.

USE IN THE-SCHOOL

Implementation of this
plan will produce the
data which determines if
the adoption is indeed a
solution.

1) The reviewed problem
solving skills are needed
for many stages of the
FLS process.

2) The development of a

demonstration site for
the innovation in the
school is the most certain
means of influencing the
faculty, and should be-
come the goal of every
team.

28


